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TOWARDS A SYSTEMS MODEL OF NEWSPAPER ORGANIZATIONS
\ e

Newspapers as organizations have changed radically since those romantic .

'ear1y days when editors often functioned as'publisher printer reporter,v

.Ved1tor1a1 writer and c1rcu1at1on manager, all embodied in a s1ng1 erson,

’perhaps a1ded.by an apprent1ce or two. Modern organ1zat1on resgarchers wou1d
;say'they worked in a re1ative1y'simp1e "operat1ng environment," essent1a11y
“the terr1tory they could cover physically and the tasks they could perform.
A few week]y newspapers may approach this mode of operat1on today, but most
' re1y on some division of labor, and w1th good reason -- the1r “operat1ng
env1ronment "the set of conditions outS1de the organ1zat1on having" a d1rect »
1mpact on its day- to -day function1ng, is complex even in a sma11 town.

In most papers, espec1a11y dailies, d1v1s1on of labor has led to h1gh1y
'Spec1a11zed functions. 1In a11 but the sma11est da11y newspapers, few news
emp1oyees rea}1y know those in the advert1s1ng or c1rcu1at1on departments,
other than to nod in the e1evator or exchange smiles at a company p1cn1c
They may work in the same bu11d1ng and be involved in the same product the .
‘newspaper, but on a day in, day- out basis, they have little contact In

- fact, in many 1arger dailies, news- ed1tor1a1 employees may work in re]at1ve
1so1ation from one another, with special sect1ons, such a% sports and life-

sty1e 1n off1ces away from the main newsroom, not to ment1on the d19trict

“offices or bureaus and the qu1et corner usually reserved for ed1tor1a1 wr1ters.
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- This compartmentaiization wouid not be surpr1s1ng to such organization
,researchers as Lawrence and Lorsch,:who found in examining different kinds of
organizations that those in dynamic and comp]ex enVironments -- as most news- |
papers certain?y are ze can. expect greater “differentiation nl By this, they
l“mean that 1dentific7tion of subtasks w1thin an organization w111 be re1ated |

to how predictable’they are and: the'more they differ in predictability, the

more individual structures (i.e., departments or work teams) w111 be deveioped

to deal with them Further, Lawrence and Lorsch say. ‘that as a\result of such

_differentiation different ways of thinking and feeling will arise in the - -,

:> different structures 7
~ There is a good dea1 of eVidence that organizations w1th a high degree
of differentiation find. it more difficult to achieve cooperation and c011abo--
ration among departments -~ what Lawrence‘and.Lorscq\caii "integration." In
" other words, differentiation involves more than peop]e in different departments
not knowing each othersait involves not knowing'how to Work toggther when the
need arises and perhaps engaging in riva1rous behaVior Within the organization.

But Lawrence and Lorsch, in their study of organizations, found that ntegration

is necessary to the effectiveness of~a11 organizations, even ‘though the method
._ of achieV1ng ;uch collaboration Wi11 vary. 2 ' }\\ |

The kinds of .problems that newspapers may encounter in trying to achieve
integration have been well documented by Argyris and Kaufman. 3 Argyris tried
over a three-year period to he1p tfp news and editorial 1eaders of a prestigious
metropolitan paper deve]op a more open, less div151ve pattern of interpersona1
behav1or so that editors and executives could work together more effectively to
bring about changes in the newspaper. But the project was terminated by the
newspaper, ;nd according to Argyris, there was a continuation of the mistrust

and‘interdepartnenta] rivalry he had observed at the outset of the experiment 4
]
&+

»

|
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~Kaufman, arguingAthat'achieving'integration by chang{ng interpersonal '

behavior was too difficu]t,'especially in view of the difficulties Argyris

®

encounteréd, looked: at how organizational structure affects integration of

newSpapers. Specifica11y,‘he’compared a newspaper with a "traditiona]"

structure, headed by pub11sher and a newspaper in a group where all papers

had operated for many years with b11atera1 h1erarch1es, which meant each paper
5

had two leaders -- an leditor and a general manager -- who were co~equals in

detevmining policy and reso]v1ng 1nterdepartmenta1 conflicts. Kaufman found,

.contrary to the expect tions of newspaper executives w1th b11atera1 structures,

that the more traditional h1erarchy w1th one ch1ef execut1ve had'a greater

‘internal harmony, in other words, a greater degree of 1ntegrat1on >

, What Argyr1s and Kaufman did not d1scuss was why, as newspapers developed
over the years,_they tended to become more and more 1\agmented 1nterna11y.
This paper will draw on-recentlwork by organization theorists,_as weli as
communications studies, to address that question and propose a‘model of the

interrelationships between the newspaper. and sits "operating environment" and

~ among the various subunits of the newspaper organization.

The Centra] Goal of Newspapers: \\\;

RN

The d1ff1cu1ty of integrating newspapers may stan, -in part, from a need |
vto jdentify the central, unifying goa] of such 1nst1tutmons and the critical
task of each of their departments: It may help to begin w1th the task of news-
editorial departments (wh1ch can be split into separate news and ed1tor1a1 units,.

especially in the 1argest papers, such as the’ New York Times). The messages

3

they produce have been a central concern of commun1cat}ons researchers investi-
gating this issue. They‘have 1dent1f1ed a*number of different functions of. -

the news media: | op1n1on 1eadersh1p, enterta1nment, agenda-setting, gate- keepang,

’ education or cu]tura] transmvss1on, survei]]ance of the environment and -

- N <
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corre1at1on of the parts of soc1ety in respond1ng to the env1ronment 6' Each
of - those funct1ons may be 1mportant but we w111 argue here that surve111ance .
and eva]uat1on of what is happening 1n th nv1ronment 12 the critical task

A newspaper and the efforts of its news-edj or1a1 department(s) will be Judged

by how we]] it gathers and processes news, by wh1ch we mean information that

can be g]eaned from surve111ance of the env1ronment that is re]evant to the

audience of a given med1um 7

LR

How thorough that surve111ance is,Jhow clearly and accurately it informs

readers about the dangers, p]easures and possibilities “out there," and how

‘ carefu]]y it eva]uates the potent1a1 risks and benef1ts of various cho1ces

that 1nd1v1dua1s, organ1zat1ons and soc1ety as.a whole can make, all may be

taken into cons1derat1on That is not to argue that newspapers shou1d engage

»

‘__zf,;—“ in thorough surveillance out of altruistic mot1ves. Rather it is posited that

oy

the closer the newspaper comes to fu1f1111ng this critical task, the more

effect1ve it w111 be in terms oﬁ\g_;pact1ng and 1nf1uenc1ng an aud1ence Max

Ed

Ways points to the success of the Los Angeles Times, whlch he says "developed

an ability to cover trends, as well as events, and- to relate local subjects to

the regiognal and national scenes," profiting in both f1nanc1a1 and prestige

terms. 8

_ This is not meant to suggest that newspapers should forswear educat1ona1
and entertainment functions. It is instead an argument against the assumption
that these functions are primary in determ1n1ng a newspaper's success Comics’
and crosswords, gossip and horoscopes may he]p to buw]d and ma1nta1n readership,
but they are not enough. Neither are how to articles and historical features.

The essential business of newspapers is news.

* s

. 4

Newspapers as Boundary Spann1ng;0rgan1zat1ons

This def1n1t1on of news from a communications perspective and its

-

~

¢
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identi?ication_as the critical task of news-editorial departments permits '
examination of newspapers under a relatively newc;;:;;;}q{organizatﬁon theory,‘

boundary-spanning, a term derived from general systems theory.

ESsentially, it refers to exchanges between a system and its envifonment | ‘;
-- and it shou]d be kept 1n mind that an individual human be1ng can be viewed
as a system. Boundary-spanning, as a concept has been used to eva]uate key
act1v1t1es in such diverse organ1zat1ons as a wood products company, aerospace
‘projéct, electric power poo] and research and deve]bpment organizations.9
¢  Boundary spanners ane defined by Leifer and Delbecq as "persons who openate at
)the periphery.orlbnundary'nf anvonganization, performing organizatfona]]y
relevant tasks, relating tne organization with elements outside it," but thoée
reséarchers add that boundary-spanning activity can be found amang all members
of an organization 1n varying degrees
A study by Keller, Szilagyi and Holland of boundary spann1ng activity by ,
managers, engineers and superv1sors in a large manufacturing company is of e
special interest here: Two of the four“items making up their scale to measure
boundary-spannj’b activity dealt with media use. Respondents were asked to
indicate the number- of magazines; journals and newspapers read regularly and
“the freduency with which?they‘recommended spagific_information sources to
~colleagues. Thelother two items in the scale concerned the frequency with
which information/advice was sought from membars of other organizations an% the
frequency with which members of other organizations sought information from the

respondents.11 Although definitions of boundary-spanning activity, such as the

one by Leifer and Delbecq, do not 1imit it to communication activity, it can be Y

and frequently is operationa]izad largely in information-getting and -giVing
12 - .
terms. : g ’
e . o ’
Research on boundary—§panning implies -- it apparently has yet to be |

IS «
|

| explicit on the subject -- that newspapers, magazines and such specialized media

ra

3 |




ao profess%ona] journals are boundary-spanning organizations. (It givés less .
attention to broadcast med1a than to print sources and interpersona] commun1-
“cation, but there is no reason to exclude them. from such a category.)
Cons1der how an average household m1ght make. use of a daily newspapar as

a boundary spann1ng unit. It arrives on the doorstep with the front page
:carrying knfonnat1on from the env1ronment that 1dea11y w111 be of greatest
relevance to the largest port1on of 1ts readers Inside will be information
divided according to recogn1zed subd1vws1ons of the env1ronment geographic
areas, such as state, local, national and 1nternat1ona1, and areas of 1nterest,

such as sports arts and enterta1nment business. and economics, food fam11y

or_11festy1e. There w111 be a great many categories of advertising, too, some

of them sCattered through/the paper, others assigned to spec1f1c sections

matched to reading m&tter-in the news columns.

If father is'invggting inkthe,stock market and mother is a teacher in the
_1oca1 schoo]S, they may divide the paper into sections most’]ike]y to contain
news about portions of the enviromnment that could affect thair lives. Mother
“may be interested in local news and father the business section, while junior
scansgfﬁé movie 1istings in prepwrat1on for a Saturday night date. It grocery
| shopping is on the schedu]e one or ore may read the food ads for tmrga1ns and
coupons and the one with cooking responsibility may glance at_rec1pe}1deas as we]l.

What that kind of activity by readers suggests is that they see the whole
paper as a way-of /ggglng trakk of %hat's happening out there that might hgve
some meaning to them, not .just what s in the news or ed1tor1a1 columns. In fact,
a 1975 study of a small, rural da11y found that readers "v1ew advert1s1ng as a
_source of local news,"13 and a re- ana]ys1s of data co]]ected during 1974fin a
| 1arge metropo]itan area showed 1f the content of 2 message "conta1ns rdgjnnation
of perce1ved 1nterest ‘and/or va]ue to the reader, it apparent]y is cons1dered
'1nfonnat1on rather than 'news’ or advert1sing, contrary te the traditional

journalistic distinctnon."14 .

»
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It is 1mportant to ‘recognize that people with 1nformat1on to convey,
whether they be news sources or advert1sers, also. treat neWspapers asgboundary-'
spann1ng organ1zat1ons For them, the paper is a means of reaching an impor-

“tant part of their env1ronment, its readership.

Internal and External Boundaries

Leifer and Delbecq see internal boundaries around various departments
and other subypiits as operat1ng much the way external boundaries do, thus
Tnternal bound -spann1ng is another measure of integration. 15 They say‘
the periphery ofVan organization may be re]at1ve1y open to external 1nf1uences,f
but that one or more of 1ts subsystems may have comparat1ve1y 1mpenneab1e
boundaries. They provide a typo]ogy that may be useful in developing a mode]

of the newspaper system, its subsystems and their relationsh1ps to the

greater enviromment (Table 1).

TABLE 1

LEIFER DELBECQ TYPOLOGY OF BOUNDARY SPANNING

’ ‘ —
Perceived Environmental Uncertainty
~Information Need Low S ~ High
Anticipated, I | ' S
regular ' Initiation: Regulated Initiation: Regulated
Process: Routine Process: Nonroutine
\\ -
Unanticipated, I11 v
irregular Initiation: Nonregulated Initiation: Nonregulated
« Process: Routine Process: Nonroutine

SOURCE: Richard Leifer and Andre Delbecq, "Organizational/Environ-
‘mental Interchange: A Model of Boundary Spanning Activity," Academy of
Management Rev1ew 3 (January 1978) 45. -

”

vConsider how such a typology might app]y to’newspaper departments:

L4

Type 1 (régulated initiation of boundary spannlng and a routine process

for such act1v1t1es) might represent the c1rcu1at1on deparUnent It epitomizes

e -«
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the case in which need for 1nformat1on is. regu]ar and ant1c1pated, it is the
mechan1sm that actua]]y 11nks the newspaper to its readers and potentqal

readers. It must. compete with the de11very system of other med1a that operate

~ina dependab]e and timely manner -- if the "Today" show can be on the air at

7 a.m. and Dan Rather regularly comes on at 6 30 p.m., the newspaper reader

~

r1ghtfu11y will expect his paper on the doorstep or the newsstand in readable

"vcond1tion at a given time. Only under such cond1t1ons can newspaper reading

.

‘ initiation‘of‘such activities is-regu]ated, i.e., certain sales people are

become a "habit," thereby stabilizing demand for the product Unlike the
broadcast media, print requires most of the reader s attent1on wh11e 1ts
1nformation is being consumed; one cannot wash dishes or\kn1t or do other
chores while reading a newspaper. If a paper is not there to f1t into time |
set aside for such use, its readership will decline and eventually readers may
drop‘it altogether. | . | .

The c1rcu1at1on department has a continuous need for information about

sales and subscr1pt1ons, and, while changes in 1ts operat1ng env1ronment take -

place, most follow a recognizable pattern. Its need for routine 1nteract1on

with its task environment is so great that uncerta1ntyr»(a severe snowstorm, |

for examp]e) may 1nvo]ve adjustments in newspaper product1on Deadlines for

_news and advert1s1ng may be moved up, the presses may run earlier and truck

/
drivers may begin deliveries ahead of schedu1e in order to.complete them on

time. VYet the circu]ation department also must “"smooth out" irregularitie

in ifs delivery pattern (decreas1ng the uncertainty of its task). so that infor-

- mation provided to readers represents the 1atest and best the news- —ediftorial

department can prepare
e

Some portions of the advert1s1ng department may representzi‘gp I and

lothers may be closer to Type 11 (where more uncerta1nty is perce1ved ip the

fenVironment, the boundary-spanning process wi]] not be routine even though

1o .

r
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designated to contact certain kinds of ad@ertisers). Demand for advertising

may vary as cond1t1ons in the advert1sers environment become more or Tess

’ certa1n Classified advert1s1ng probably is closer to the Type I end of the

spectrum while local d1sp]ay adveﬂlisqu may be closer to Type 11. The client

‘relationship with local advert1sers allows the well- funct1on1ng deparunént to-

capitalize on changes in the env1ronpent (especially economic changes). It

should be ready to help clients relate to readers in difficult as well -as boom™

»

the newspaper | o .

The news-editorial department(s) may be predom1nant1y Type 11.. - Like the

“advert1sing department, 1t faces an ant1c1pated and regu]ar demand for infor-

mation. In fact, the more uncertain the environment, the greater the demand

for 1nfonnat1on it provides. Because of this constant need for information,

most. boundary spann1ng activity to gather and process it must be regu]ated

i.e., directed. However the greater the perceived enV1ronmenta1 uncertainty,
the less'routiné the boundary-spanning’activity will be. "qreativity" in the
newsroom can be equated with the aotlity to identify what is happening in a
compler and shiftino environment and\to process;tt in a way that attracts and
then infprms readers. o )

However, many newsroom managers have attempted to identify and routinize
boundary spann1ng act1V1t1es that seem to fall within the Type I ‘category.
News clerks rather than Journa11sts may" take ob1tuar1es wedd1ngs and engage-
ments, meeting not1Ces and other kinds of routine information. Frequently,
they use forms to gather such data But overuse of Type 1 methods can be
dysfunctiona1 -- the death of an e1der1y poet that goes unnoticed except for
a few lines in an ob1tLary co]umn, the off- beat’Wedd1ng that would make a

natural human 1nterest story for a slow Monday, the meeting, of a new grass-

roots political or consumer organ1zat1on

- .

11

» times,-thereby reducing the effects of uncertainty for both the advertisers and

B
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There is also a danger that Type I methods will develop in beat reporting,.
one of the most preva]ent methods for regu]at1ng who dnitiates boundary spjhnang ‘
act1v1t1es and when and where they take p]ace The reporter bored with reading
the po]1ce blotter every morning -- or the green reporter afraid of going beyond
what he or she understands the assignment to be -- may gather, W1thout eva]uat1ng,
some unusua] event 1n the environment. “The copy desk may process it in the same
routine fashion. A newsroom manager f1nd1ng such an item "bur1ed“ﬂnay~jume
because it wou]d have made a "bright" item for the front page, but probab1y wi]{

ot insist that it be reworked or followed up for 1ater ed;tlons un]ess the 6;
newspaper is 1ikely to be "scooped" by some compet1ng media -- the manpower cost
’ ) being too high for the result that cou]d be obtained. This react1on was observed
when burg]ars stole mqie than a thousand dollars' worfh of wine -- in three
bott]es -- from a gourmet restaurant a7d the news turned up fn a newspaper's

j .

police 1og

A more serious 1ns€ance of overly routinized beat reporting can be seen
1n the 1n1tia1 hand11ng of the Watergate break- 1q@ Not on1y-d1d the poTﬁEe

reporter for the wash1ngton Post handle it much as he would any other break-in,

but gatekeepers -- wire. serv1ces and wire ed1tors across the nation -- were, s]ow

to recognize the story as news. The Wash1ngton Post and its reporters may have

earned their: "scoop"‘dargely because they were able to per e'vefthat "something

happening," environmental uncerdainty, in a portion of the jronment others’ -

o+

treated as routine.

-

’ [} (?' .

Routine Ways of Dealing with Uncertainty in News Work -
/w'

Much of the work of the news and editorial departments seems to take place
. ) 7 M .,
at a middle level of environmenta] uncertainty. Knowledge of.the way things

tend to work helps reduce what those mot involved in news gathering and fproces-

-

sing might regard as a highly uncertain environment to manageable proportions. ‘




'Th1s creates someth1ng between Type I and Type IT in wh1ch rout1ne eIements

: :are 1nvoIved 1n the process, but the process 1tse1f 1s ‘not rout1ne A »-*6

__part1c1pant observer at- a maJor da11y newspaper (c1rcu1at1on 250 000) and a .

: vtelev1s1on stat1on 1n the same c1ty over a two-year per1od She observed

event that its pr1mary compet1tor another station, presented as hard news,

content Us1ng such a typoIogy Tuchman was ab]e to observe def1n1te rout1n1-” '

P ’ - f'}‘_': . _11_ '

Soc1oﬂog1st Gaye Tuchman\has documented thfs deta111ng the ways news

people Iearn to deaI rout1ne1y w1th unexpected events - She ‘worked - as a

\

that "w1thout rout1ne methods of coping w1th unexpected events, news organ1-".:

zat1ons, as rational enterprdses, wou]d founder and fa11 wl7 .
. Tuchman found d1st1nct1ons between hard and soft news frequentIy were

difficult for peopIe to make in terms of content In some 1nstances, the _'

teIev1s1on stat1on she was. observ1ng would present as a feature story some ,

and vice versa So she switched to what social scqent1sts caII typ1f1cat1ons
- c1ass1f1cat1ons tak1ng the1r mean1ng from the everyday s1tuat1ons 1n wh1ch
they are: used, as opposed to categor1es that 1nvoIve definition accord1ng to
, - . ' -
zation in news work Components of her typoIogy usefuI to th1s d1scuss1on are
shown in TabIe 2, adapted from Tuchman - o
TABLE 2
PRACTICAL ISSUES IN TYPIFYING NEwS

i . v

~ How Is an -~ Is Dissemination -

Typ1f1cat1og ' ' EventaScheduIed7 R - Urgent?
Soft news.. . . . . . . . Nonscheduled I'_ “No.
Hard news . . . . . . . . Unscheduled ’ f ' ,
' . and _ L S : o
- Prescheduled ; o Yes A
Spot news . . . . . . Unscheduled + . Yes - I
Developing news . . . Unscheduled Yes .

Cont1nujng news .. . Prescheduled ; -~ Yes

) SCURCE: Adapted from Gaye TuChman, "Mak1ng News by. Do1ng Rout1ne '
o WOrk " Amer1can JournaI of Soc1oIogy 29 (JuIy 1973) 117 ‘




The key d1fference between hard and soft news 1n th1s typo]ogy 1s t1me
’d=(1) whether the news organ1zat1on determ1nes when reporters (and photographers

"'{and ed1tor1a1 support) w11T’prov1de coverage or whether the t1m1ng of news work

"_3Y1s 1mposed by the event “and (2) whether the news organ1zat1on determ1nes when"

v’f;the report w111 be re]ayed to 1ts>aud1ence or. whether the event 1mposes urgencybfv‘

.of d1ssem1nat1on

“ Tuchman acknow]edges that it is poss1b1e to have a nonschedu]ed hard news B

':story, but notes these tend to 1nvo]ve 1nvest1gat1ve report1ng She c1tes

| .7pub11cat1on of the Pentagon Papers by the New York T1mes, wh1ch wa1ted three

'f,months for 1ts day in pr1nt But even such nonschedu]ed ‘hard news stor1es

fhave a t1me e]ement though 1t may be der1ved more from the potent1a1 of be1ng

| ~r"scooped“ than from the t1me11ness of the story 1tse1f Neverthe]ess, 1nvest1-

: gat1ve report1ng does perm1t the organ1zat1on a greater say in t1m1ng, both 1n
‘schedu11ng the wprk and dec1d1ng when the story will be offered than is the

"~ case with react1ve coverage

The news organ1zat1on is ab]e to react w1th morevcertainty to'prescheduled;

‘events -- news conferences, 1eg1s1at1ve act1on, Jud1c1a1 proceed1ngs, for -

r

F'example than 1t 1s to unschedu]ed news Frequgpt]y, news organ1zat1ons 1nten—

: | tiona]]y\or un1ntent1ona11y 1nf1uence tHe timing of’ preschedu]ed events. News-

',makers qu1ck1y lsarn ‘that a news conference too late in the afternoon w111 deny“:v

. them f11m coverage on the 6 p.m. 1oca1 te]ev1s1on news a pub11c re]at1ons

’representat1ve s stock in- trade may be the t1m1ng of news re1eases and news

A

;conferences to obta1n max imum exposure: for c11ents 18 News organ1zat1ons a]so .

o can p]én and set pr1or1t1es for coverage of preschedu]ed events that are not
t1med for the1r benef1t |

_ Spot news 1nvo]ves the unforseen event, and the 1nab111ty to make a

_ spec1f1c pred1ct1on that it will occur at a g1ven t1me in a g1ven p]ace affects

'p: .
vthe flow of news work. But spot news usua]]y is a term app11ed to.unekpected

S
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stor1es that happen w1th1n pred1cta51e ranges of poss1b111t1es So news ;
organ1zat1ons deve]op rout1nes for dea11ng with f1res murders, plane crashes,
even natura1.d1sasters. Certain bas1c quest1ons have to be answered qu1ck1y |
in. such stor1es and the exper1enced reporter knows most of them, as we]] as

the most. Tikely sources of the answers

Tuchnan notes that . some events treated as spot news are cons1dered so

. 1mportant that news organ1zat1ons create "stab]e social arrangements" to ‘

]

ant1c1pate them. 19 Many maJor da111es are st111 staffed round the clock

(though the ear]y morn1ng “graveyard sh1ft" may be a single 1ndIV1dua1), and ,

3

most sma]]er papers have some - system for roust1ng reporters and editors. out f_

when an unexpected story happensxouts1de norma] work hours

<

Another stable arrangement that news organ1zat1ons use. to ant1c1pate | }dr

o

the unexpected is the- 11brary, somet1mes ca]]ed the "morgue ‘Being ab]e to .

pu]] out 1nformat1on that shows an event is ‘the worst of 1ts k1nd in the city's.
.

| h1story or that :the same kind of th1ng happened in the same location 50 years

ago 1s ‘vital to he1p1ng the organ1zat1on exp1a1n what S rea]]y go1ng on "out
-here i | |

Spot news a]so may be treated as deveiop1ng news, a. term Tuchman uses to
descr1be "emergent s1tuat1ons," in wh1ch all the_facts may not. be jmmediately

ascerta1ned even though ‘the cruc1a1 elements of the event have taken p1ace

and no- s1m11ar re1ated events are ant1c1pated Th1s frequent1y is. the case in

. a manﬂnade d1saster, such as a p]ane crash or an exploS1on Death and destruc-»%}{{ )

»

t1on may stem from a s1ng]e event but the exact number of’ v1ct1ms may not be '
determ1ned for some. time -- not on]y js there a problem of f1nd1ng surv1vors
‘and identifying bod1es, but: there js the question of survival of the cr1t1ca11y

injured. The cause of the event may be estab11shed only after 1engthy 1nvest1-
\

‘~'Jf“gatfon and blame assigned through comp]ex Jud1c1a1 proceed1ngs

o
1




e The Ro]es of Prox1m1ty and Impact

Tuchman does not d‘scuss news va]ues spec1f1ca11y but her ana]ys1s is

’

E cons1stent with th1s writer's observat1ons that prox1m1ty and 1mpact play key
ro]es in detenn1n1ng how vents are processed as news | Proxam1ty encompasses '
’both tempora] and spat‘ ; ctors -- urgency of d1ssem1nat]on w111 be. greater - r
; ~”the closer the event is to the aud1ence s re]evant env1ronment Impact is the
perceived or predicted effect on the smne aud1ence The two factors would
| seem to have a mu]ttp11cat1ve re]at1onsh1p in determin1ng the news va]ue of an
| f‘event and hence how ‘it is is processed 1n keep1ng with the Tuchman typo]ogy
Neither prox1m1ty nor 1mpact a]one 12 suff1c1ent to warrant . treatment of an
| eVent as developing news; in combination, each 1ncreases the other s power.
For examp]e, most American media will treat as a s1ng]e, 1so]ated but
unexpected event the story of a bus plunging off a steep prec1p1ce 1n the A]ps,
k1111ng a]] its passengers -- unless the v1ct1ms 1nc1ude 1nd1v1duals of 1nterest
to their, aud1ence‘area It will be described in a few paragraphs at most. On

L’the other hand, a school bus crash in wh1ch the 11fe of even one ch11d is lost.

is apt to be treated as deve]op1ng news by‘med1a serv1ng the area in which the

bus crashed or the victim lived. It also is likely to be treated as deve]op1ng fs
news 1f it happens c]oser to the t1me the med1a must convey messages to the
ud1ence -- near deadline for a newspaper, near a1rtﬂne for*broadcast»med%a»~-«¢ B

(the 1atter treating much mone news as develop1ng because of mu1t1p1e t1mes

A

- -

':;5a—hfonwcommun1cat1ng w1th the1r aud1ence)

‘&Prox1m1ty a]one does not make spot news qua]nfy-for;treatment as deve]op1ng

news: A tw1ster that uproots a few trees genera]]y w111 be ‘treated as.spot news ,

‘even 1n the area it h1ts (prov1d1ng it strikes well before dead11ne or a1rt1me)

It may not even mer1t mention in a nat1ona1 roundup of the weather But a

,tornado that causes. destruct1on to property and 1n3ures 1nd1v1duals may be

) covgred as. a deve]op1ng story by media nearest the affected area, even though

1

_‘1t may only mer1t a mention by nat1ona1 med1a

‘ ") o “ 16
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The importance of developing news versus spot news to the newsroom manager
is 1ts effect on work f]ow Once the 1n1t1a1 shock is over, p1ann1ng can beg1n :
for future coverage Work schedules may be reshaped ‘and- some union contracts

.j'recogn1ze these -as "news emergenc1es" SO no‘overt1me pena]ty is assessed aga1nst

management when it does change 1nd1v1dua1 schedu]es | i
' Deve]op1ng news and cont1nu1ng news. share character1st1cs; Just as ‘spot

- news *and developing news do. Cont1nu1ng news represents a much more pred1ctab1e

»work f]ow It 1s defined by Tuchman as "a ser1es of stor1es on Fhe same subJect

"20 If a s1ng]e event has a

based upon events occurring over a per1od of time,
-profound 1mpact on an area,‘1t may be treated as both deve]op1ng and cont1nu1ng
s | news for planning purposes WF -
y ' ‘ ’Events occurring over a period of time a]so can represent a process, as in.
. - the act1ons of governmenta] units or e]ectwons of po]1t1ca1 1eaders. A news
f’ - organization w111 treat as cont1nu1ng news those processes that have “both '
proximity and 1mpact, and the degree of change represented by a single event in,
the. process genera]]y w111 play a major ro?%W1n determining its news value.

% pefeat of an incumbent official in an election probably will be given more

not?ce than his or her re- e]ect1on Aﬁgupreme Court decision overturn1ng act1on
m—~~.¢memﬁ. by some governmenta] body generally w111 be treated as bigger news than confirma-
tion of governmenta]’aét1on |
A process may encompass a trend ~"a genera] or preva111ng tendency or‘ﬁ
course," accord1ng to Nebster S. 2 Coverage of trends genera]]y is treated as
- soft news if the trend is 1dent1f1ed by -the news organ1zat1on, s1nce both the _
' schedu]ing of work and d1ssem1nat1on of news can be determined by the newsrooml
manager, and is treated as hard news if it is 1dent1f1ed by some ‘other organi-
‘ation or by individuals. This could be v1ewed as br1ng1ng the d1scuss1on full v

circ]e, back to the initial difference between hard and soft news. But one

"Tuchman typ1f1cation remains, and there is still the issue of whethér news

17




26
?%grganizations are over}y:concerned about individual events. It may, in fact,'
be more useful to think of types of news -- spot;'developing,‘continuing and
> tkends_i- as concentric circles, each sharing a common~centef (See Figure 1).

Stories 6utside the}Predictable Range
The types -of news discussed so far deal with events happening within
. ‘v / » ’ ’ .
predictable réﬁ@%s of probabi]ities -- the possibility that they will happen

veventua]]y can beianticipatea; although not when or where they will happen.
They'gfém from the way things usually work: ,the way crimes ‘tend to be committed,
aberrations o?“ ather within a Certain range;‘regular transition of'leadership
~and social chaﬁgeftaking p}ace through the democratic proceSs. | |
'~ The inaccurately predicted eVent is another‘magter, Tuchman observed
that;news peqp]e react to such events by invoking a special fypification: "vihat
. a'story!" And she found there are even unusual arrangements and:behaqforé

routinely associated with toping with such circumstances:
Symbolically, the degree to which this typification is itself routine
“ js captured in the almost - stereotypical manner in which verbal and -
non-verbal gestures accompany the pronunciation of "What a story!"

- "What" is emphasized. The speaker provides additional emphasis by
speaking more slowly than usudl. The speaker adds yet more emphasis
by -nodding his head slowly, while smiling and rubbing his hands
together. o : : o .

‘ ; ,
Stereotypically, Hollywood portrays the relatively rare "What-a-story'
as the routine of the "exciting world of news." The editor himself
rolls up his sleeves and writes headlines; the copy boy gets his "big
‘break" and is sent to cover a major assignment; someone cries, "Stop

- the presses!” S L ' S .

Sociologically, the extent to which unusual arrangements are routinely’

- made to cope with a "what-a-story" is illustrated by-the reaction of .
newspaper informants to President Johnson's speech of‘\March 31, 1968. -
Learning of Johnson's announcement that he would not run for re-election,
the newsmen immediately instituted taken-for-granted routines to hggdle
the "what-a-story" and referred to similar situations in the past.

 As Tuchman notes, Johnson's ébeech ;as prescheduled. In fact, news organi-

zations had an advance cop} of{the text -- minus the surprise announcement that

he would not run again. As‘thé president spoké about the defeScalation of

18
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Amer1can bomb1ng, a front page story about 1t was. be1ng set in type Editorsy‘ .

' couId congratu]ate themse]ves that the new5paper was in good shape for the
oﬁafst edition dead11ﬁ§ 11 p.m. |

_ And then it happened bedlam.. . . An® excited assistant city editor
- ran, shout1ng, into the city room from before-the television.set of -
the newspaper's entertainment critic. His action was perhaps more: - o
vvunprecedented than the president's announcement. The ‘telephone of the ."“\gi
*assistant managing ed1tor rang: The managing. editor was calling.to
discuss coverage of the speech. .The assistant managing editor auto-
. matically sa1d "He]]o, Ted," before he had evan heard the voice on the
0 other end. Lo v . N
/ . : . - .
It would be impossible ta descr1be the amount of revision accompT1shed
in a remarkably brief time as telephoned reporters, volunteering: editors,
v and mounds of wire service copy poured. into.the newsyroom. But the
. comments of editors and reporters are telling. Lifting their heads to ,
answer telephones, bark ofders and clarify them, the ed1tors per1od1ca11y\
announced, "What a’'story! . . . the story. of -the century . what. a .
night, what 2 night . there s ‘been nothing like 1t S, nce olidge IS
- said, ‘I will. no{run PR SRR 5 v :
. ‘ N

Johnson would

. ~' -
(4

Tuchman says that at this part1cu1ar newspaper the 1dea

run agg1n was such 3 taken er granted assumpt1on that ed1torsshad refused to
prf

}betnmgre than $1 with ‘the paper's top po]1t1ca1‘reporter, who pred19&ed wh1Je 3

. cover1ng the New’Hahpsh1re pr1mary that Johnson wou1d riot “seek another term The
/ -

ed1tors said 1t wou]d be 11ke taking zandy from a- baby: '/%.

Looking at F1gure 1, cons1der how similar "what- -a- story" dnd -spot news are.

-

Essentna11y, "what -a- sto”‘ is spot news str1pped oF a11 elements of pred1cta-‘ -

. bi]ltyP It is frequent]y the unth1nkab1e Tuchman reports one ed1tor in 1968, |
try1ng to dec1de the s1ze of type to use for. a head11ne on Robert Kennedy S death
51nvoked a who]e str1ng of such stor1es,‘excia1m1ng, 'What.a yearl what a year R

. The Tet offens{ve, Johnson s speech King's death . . . now - th1s w2l Those
e events were a11 treated as deve10p1ng news, then cont1nu1ng né&s and can~be seen
in retrospect’ as turn1ng points in the - -course of history, the beginning of trends
. ) ; “\

. of a sort.
. v
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_' In many "what-a-story" cases, locaI news media play a supporting role inv"
" gathering and processing news.. Much of the work actual]y’ﬁs carried out by’
anothep "stable social arrangement "‘éhe wfre services. A]though a‘hewspaper L
or teiev1s1on stat1on ass1gns reporters to gather what one newsman descr1bed ‘A
-~ to Tuchman as "the usual react1on," the bulk of the urgenhtly d1ssem1nated copy
/ comes in over the wires. - ,‘ : tv o o o
| But local news medta do exper1en§e "what -a- story“ events that place the “a
- " same kfndubf_stress on their staffs. ‘Frequently, these may be events -that w111
be treated by media farther from~the event or aith audkences 1ess,affected_as
* developing or spot news. . - R -
The tornado that destgoyed ha1f of Xen1a 0h1o, in Apn11 1974 was treated

-
-

as "whatJa-story" by the local rad1o statJon, wGIC. Techn1ca11y, it should have

gone off the air at sundown, but it continued to transmit because it was the
on1y medium by which the city's stunned residents‘could learn about what had
happened in the1r env1ronment and abdut efforts to recover .from the d1saster
Paul Kintzel, the station's veteran newsman, recalls that a conscious effort _2
was made‘to broadcast 1nformat1on ‘that would helpvpeop1e cope w1th the event

‘ w1thout Tncreas1ng its horror. 23 The station broadcast lists of people who were
safe and where they could be found where emergency help of various kinds cou1d

| be obtained, anything‘and everythlng that'1t could learn to help residents adjust
to the dramat1c change in the1r enVTronment Traveling through the area in 1978,
1t was’ cJear that the tornado was continuang news 1n “the city -- the swath of
-destruction could still be d1scerned the efforts to rebu11d were obvious. One |
of “the reasons that such an event qua11f1es for "what-a- -story"treatment is that

" even though tornadoes are a distinct possibi]ity during certain seasons in certain

regions of the country, no medium expects such a disaster in its own area.

Trends and Incidents

Just as "what a story" can 1ead to chanqe that may be covered as continuing
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- Or it may be a’ ser1es of "what-a- story or spot news events, such as p1ane

taken as par} of the normal env1ronment airport secur]

-20-

news and/or a trend, so can spot news or single 1ncidents. tThe simplest may
actually be linked: A;series of/fires finally‘traced to an arson ring will

have similar elements, that help exp1a1n how the events re1ate to one another

e

i

hiJack1ngs, uh1ch 1ed to another trend (newsworthy for a while) that is now

Inc1dents, like trends, are not d1scussed by Tuchman, probably because

they fall outs1de the "normal" realm of news ark. By incident, we mean smne-

thing that happens," borrow1ng from the ‘first meaming of the word ass1gned by .

,Nebster's/bﬁ Inc1dents may -or may not be expected and Aay or may not be

reported by news organ12at1ons. If they are reported, it generally is on the
basis of a s1ng1e news value -- pro§‘3ﬁty for meeting notices, entertainment
listings, deaths, births, engagements. wedd1ngs, traffic court c1tat1on§;or
realvestate transfers, impact for stock market and commod1ty pr1ces -- and
coverage is h1gh1y routinized. -Normally, igcidents are reported w1thout comment
and, 1h newspapers, may be set in sma11er¢t2pe than 1nformat1on treated as news.
_Possib]y the most difficult trends to cover emerge from incidents, yet that

. [ ]
is the way stories of many of the most significant changes in recent years

“developed -- changes in the institutions of marriq" and family, population

shifts, computerization, drug use, new ro]es"for women. Like trends related to
events that were treated as news -~ 1nf1at1on, energy consumpt1on, po]]ut1on and
clean- up of the physica] env1ronment race relations, corpofate mergers . trends
based on incidents must be {identified by news peoplevto help exp1a1n_future events.
It could be argued that news organi;ations serve their own interests,‘as well as
those of their audiences, by identifying'trehds that reduce the shock of

potential "what-a-story” events.

Although trends, like "what—a-storx; events, reflect a high level of change

and thus high uncertainty about what's happening "ouf\there,"'they call for quite

4

*
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and business department.

| _21- .
.d1fferent strategies ‘in the newsroom The identification of trends.(like goodr
1nvest1gat1ve report1ng) 1nvo]ves symbo]1c structur1ng of an uncerta1n port1on
of the environment. It calls for Type IT strategies following the Leifer-
Delbecq typo]ogy (d1rect1on of the gathering of information and non-routine
processes, unorthodox methods that may even 1nvo]ve ‘the unfam111ar tools of

the social sc1ent1st).,;Invest1gat1ve report1ng may involve fam111ar’Journa11stic

methods or unorthodox means, such as undercover work.

How High News Uncertainty Affects the Total Newspaper
"Stop the presses'" may be the'stereotypica1 signa] of a "what-a-story"

situation, but 1ike most: stereotypes it is not without an element of truth.

A
" In most well-run newspapers, ‘only a "what-a-story" event w111 affect the day-

to-day operat1ons of other departments of the newspaper s1gn1f1cant1y A
"wha t-a-story" carr,_§~g1th it the poss1b111ty of an. unant1c1pated 1ncrease in
readership,.  including potential for‘é&ta1n1ng that readership on a more regular
basis and hence attracting more advertising revenue, but to do such a story
‘Just1cemay involve costly changes of rout1ne in the product1on department and

expenditures on news coverage (and poss1b1e costs assoc1ated with making space

available) that will upset the budgetary plans of the newspaper's upper echelon

A ”what-a story ca11s for Type IV strateg1es (1n1t1at1on of boundary-
spann1ng act1v1ty w1v1 not be regu]ated and the process w111 not be rout1ﬁe)
a statement that does not conflict with Tuchman's observation that news peop1e
1dent1fy rout1ne elements when faced with such c1rcumstances Accorddng to
Leifer and Delbecq and other writers on boundary- spann1ng act1v1ty, this repre-
sents a norma] attempt to move’ toward certainty. News peop1e-must restructure
the volatile environment in a nay—that makes sense to them so that they can, in
turn; explain it to . the1r aud1ence It is not uncommon, in this writer's experj-

ence, to hear news. peop1e talk about "try1ng to qet a handle on" such stories.

- 23
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I:¥t1at1on of coverage may be regulated on1y to-the po1nt of a reporter o
“or photographer at. the scene of the event‘lett1ng the ed1tor know more he1p ]
is or is not needed If a news clerk happened to be-at the scene and a1erted
the news desk he or she m1ght be pressed 1nto chores norma]]y ass1gned to a
reporter, the same would be true if the pub11sher was the person closest to
the event. But such makesh1ft boundary spanning w111 be a temporary state;
the "what-a-story" event is a call to batt]e. wh11e many news staffe;s can
self—direct dn the face of spot or developing news and'even in-the initia]
break of a “what-a-story," top ed1tors genera11y expect to be on hand and
- are expected to show up to d1rect coverage. 1In h1gh-3\turbulent times, such '
d1rect10n is requtred. S
(a) Because of the expectation of urgent delivery of news about
| ‘what}s-happening, not only from regular readers but+because of
theupotential demand from new readers; |
(b) Because coordination is necessary to maximize cooperat1ve ef forts
o and avo1d counterproduct1ve comget1t1on which can arise fgom
dup1ncat1on of efforts 1n_such C1rcumstances, and
| (c) Becaase the assistancevof other elements in the news organization

o may have to be enlisted to maximize the ability to adapt to

“:‘j ttresses and possibilities created by the situation.

Integrat1ve Mode1 of a Newspaper

wh11e‘“what -a- story" events are re1at1ve1y rare, they 111ustrate the need
for an dntegrative model of the newspaper system See F1§ure 2). The demand
for information comes from the‘readers -- who form the central task enviromnent
| of the .circulation department --‘and goes to the two other departments engaged
in boundary—spanning activity: .news—editorial and advertising.
The demand for audience attention comes from the:sources»of information in

‘the. enviromment scanned by news-editorial workers and from advertisers (See
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F1gure 3) It probably is no accident that the Washington Post rather than a

small magaz1ne broke the key reve]at1ons of the Watergate scandal -- sources
knew not only that it was interested but that it cou{d commqnd the appropr1ate
. ‘;Vvaudience ‘The same could be said of the Pentagon Papers re]ease Although |
: var1ous a]ternat1ve media served. as conduits for some types of 1pformat1on 1n
the_ late 605 and ear]y 70s,, 1t neverthe]ess was the 1argest and most estab11shed
media that prOV1ded the most attractive "ears" to those with a story t; te]] \
The 1ure.pf a 1arger aud1ence also may serve as a motivator for news
peop]e themse]veszA Except for those Who'demonstrate.a clear preference.for seyff
sé]ected audiences, such as sports and entertainmentfpages, the recognition . *
provided~by a front page byline or a story promoted w1th 1n -house advert1s1ng
~should be a strong incentive ‘for good performance It is an incentive that *
can be diminished, «however, if such prominence i8 awarded for ‘something }ess o
- than excellence. . = o
i Advertisers also demand the dttention of that same audience butvin a
‘different sense.. Leo .Bogart has shown that they place‘great store in the
credibility of a newspaper's ed1tor1a1 product, seeing it linked d1rect1y to

circu at1on f1gures Bogart found that 1f'a newspaper's c1rcu1at1on drops

by 15 percent 1‘ city w1th more than one newSpaper, advertisers desert and {7

SV ‘the paper "fold ;"27 As\Uaell states.
For advertising to be effective in a newspaper, it must be seen and ~
read by a sufficient number to make it "cost effective." The largest-
circulation newspgper in a given market génerally gets a dispropor-
- tionately large amount of newspaper advertising revenue in that market.
A competitive second paper, while it may be behind only s11ggt1y in
circulation, is often a m d1stant second in advertising.

‘The discussion so far has cdncentrated on the three boundary -spanning

units -- those in which the teetnology is information processing between the

organization and its.e kronment The production‘department'represents the

technical core. of the newspaper, its enﬁﬁronment is the rest of the organiza-

1

- tfon and 1ts need for information from “outside the newspaper is 1rregu1ar ‘and
£
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"~ only when it'reaches.

'fDead11nes and Other WOrk Flow Dec1s1ons -

=26~

" not aht1c1pated (Thls makes it. Type III Tn the Leifer- De]becq typo]ogy w1th
| 'b\Z;sjgned boundary spann1ng ro1es 1n terms of the externa1 env1ronment and

"rou ne exchange w1th the 1nterna1 env1ronment )

Dec1s1ons for the product1on department are made 1n terms of 1ts own.

' .'fcapac1ty and the needs of the news—ed1tor1a1, advert1s1ng and c1rcu1at1on

"departments EnV1ronm ‘ta1 uncerta1nty jmpacts on the product1on department

cr1t1ca1 1eve1 for one of the Boundary spann1ng un1ts,

, |

Dead11nes wou1d seem to be: the cr1t1ca1 work f1ow dec1s1ons on: newspapers. g‘

: ' N
- They denote comp1et1on of boundary spann1ng cyc1es, even though potent1a1 news

L continues’ to deve]op in the env1ronment they d1fferent1ate the work of. news—

paper product1on workers from others in the pr1nt1ng trade But dead11nes are'

not the on]y work f]ow dec1s1ons that 11nk the act1v1t1es of product1on and

vboundary spann1ng departments Heavy advert1s1ng demand may 1ncrease the

“_number of pages to be printed., thereby 1ncreas1ng the space a]]otted for news, '

the t1me needed for the press run and the effort requ1red for de11very, or 1t

may decrease the space ava11ab1e for news. (wh1ch can. compound the d1ff1cu1ty of

decisions about what does and does not go into. the newspaper and can make 1t

‘more difficult for c1rcu1at1on workers to sell the product) Deve]opment of

"what -a- story” event may ‘mean' chang1ng pages already prepared

Product1on department funct1ons are so centra1 to(the npwspaper that every .

: effort 1s made to routinize 1nteract1on between its workers and those in the '
':~h'1nformat1on process1ng un1ts Typ1ca11y, there are pr1nted forms (or‘computer
formats) for workers to. use 1n 1nterdepartmenta1 q mmun1cat1on w1th the produc—.ﬁ "

vt10n un1t at the rank~and f11e 1eye1 dep1cted in F1gures 2 and 3

MaJor changes 1n the product1on department, such as dec1s1ons over whether .

'press capac1ty shou]d be 1ncreased by add1ng to the capital plant are reserved

-'for a higher 1eve1 of the newspaper organ1zat1on "As a rule, “the pub11sher or

¥
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'-Qor genera] manager will be 1nvo]ved (See F1gure 4). Udei] eXp]ains whyfthis -
.1s S0, part1cu]ar1y w1th the new techno1ogy of newspaper productron 29 There -
'.are f1nanc1a1 advantages, 1n'add1t1o: to the obv1ous eff1c1encJes, to be- ga1ned |

in convert1ng to offset and computer1zed processes Chief’among these are
f'potent1a1s for a reduced payro]] and tax Wr1teoffs, dec1s1on% that 9o to the -
flsca] heart of the newspaper operat1on - _ j o ,‘_‘ |
. | Another reason maJor product1on dec1s1ons are reserved for a h1gher~]eve]
of the organ1zat1on is that. they 1nvo]Ve 1ntegrat1on of the h1gh1y spec1a]1zed
- departments for news ed1tor1a], advert1s1ng and c1rcu]at1on If a news - ed1tor1a]
t department for examp]e be11eves that readers would be better served. by p]ac1ng

)

natfonal news on’ Page 2 and mov1ng ob1tuary classifieds norma]]y carried there
to another ]ocat1on in the newspaper, it cannot s1mp]y move those re;enue-pro-
- . - ducing notices to another section. On some newspapapers such a. dec1s1on will
be referred a]] the way to the top, to the pub11sher who may be the s1ng]e '
"1ntegrat1ng force in the organ1zat1on Increas1ng]y, however, such dec1s1ons
'_are be1ng hand]ed 1n a market1ng framework, an attempt to fu]f1]] customer needs'
through product p]ann1ng pr1c1ng promotspn d1str1but1on and service at the ‘
lTowest costs, thereby 1mprov1ng profits. 30 ' _ ‘ .
In the funct1ona1 model shown in F1gure 4, the heads of the boundary-
spann1ng un1ts 1nteract in terms of marketing strategy Dec1s1ons at that 1eve]
,(1nd1cated by ‘the dotted e111pse) can be seen as correspond1ng to Ude]] s model
- of the newspaper market. 31 Theetop management of the news-ed1tor al department
(the cone out]1ned by dashes) works with counterparts in the c1rcu:atfoq\‘l§}
advert1s1ng departments, possibly in consu]tat1§n w1th top leVe] management and/or

the newspaper s market1ng department or market research experts

As Udell notes, the app11cat1on of the market1ng concept to newspapers has .
v ' not met w1th un1versa] acCeptance 32 Ed1tors who oppose the concept tend to k

protest that the press shou]d not Just g1ve peop]e what they want, ignoring the

29

)




S R TS L RS ST

Tof) ]eve‘]; management:
-Publishér or geperal manager
Level at which marketing’
decisions are made ‘
. Lo Editor _'
¢ rc:‘;::jgr; : AN “Advertising
."oooooo*_' \ S
I3 ~ N h ’
& L= T ~—, R
C ~~\ Production J© TR L N~
Circulationes” - o £ « Advertising®y
Departmegtf' - Sdepartment
o ‘_. : . .
News-Edi'torﬁ' al ,
-Department P
Y o P O
’ 4
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fact that a market1ng strategy may be based on identifying people s needs as
‘ _much as their des1res - But accord1ng to the. Research Inst1tute of the Amer1can
Newspaper Pub11shers‘Assoc1at1on, some 355 Readersh1p Comm1ttees were operat1ng Y
in the Un1ted States and Canada by 1978 in which "ed1tor1a1 pub11sh1ng, ‘adver-
; t1s1ng, c1rcu1atton and promot1on people how meet regu]ar]y and work together
toward common goa]s 33 Most]y, the Inst1tute bulletin notes, "those goals
concern readers and how to serve them better. Thevway in which newspaper depart-
"1nents 1nteract 1n marketing terms. can be seen in the typo]ogy shown in Tab]e 3, A

combining aspects of the Tuchman and Leifer- De]becq frameworks.

TABLE3 IR

TYPIFYING NEWS FROM A BOUNDARY-SPANNING PERSPECTIVE

, , Perceived Environmental Uncertainty
Regularity of :
N reader attention, ' ' Somewhat .
demand ‘Lowb_ Pred1ctab]e Predictable High
' Anticipated: ' Incidents Soft news . Spot news.  Developing
normal reader ‘ ' news
attention, . , . Continuing news
subscriptions, o '
newsstand sales ;

Promotable: - - Highly " Investiga-
possibility of . relevant tive '
increasing reader ~ soft news :
attention, news- .

> . Highly relevant Trends
_standgsa1es continuing news -

Unanticipated: What-a-
spontaneous i story!
jncrease in High
reader attention, . 'r‘% Y ¢
newsstand sa]es elevant

developing
. news

Y
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The pred1ction that reader attention and newsstand sales will vary w1th _
, re]evance and perce1ved environmental uncerta1nty is based on the concept of
need for or1entat1on deve1oped by McCombs and Weaver. 34 Emp1r1ca1 ev1dence\
‘support1ng this two—d1mens1ona1 concept was gathered dur1ng a maJor study of
the agenda -setting function of the press dur1ng the 1972 pres1dent1a1 campa1gn.
el The study found that voters with a high need for or1entat1on were much more
| likely to be frequent media users than those with a low need 35 Weaver, |
reporting on ‘the study, adds, "Need for orientation also is re1ated to the '
dgenda- sett1ng effect of mass med1a, although 1ess strong]y and’ Tess systema-v
tically than to frequency of med1a use. w36 The need for or1entat1on would
1vseem to re1ate most strongly to the surveillance function, with personal per-

~ay
. cept1ons of re1evance and environmental uncerta1nty that organ1zat1ona1

rEsearchers have found for boundary- spann1ng activity.

Ant1c1pated Or normal reader attention and danand is re]ated to the k1nd

" of 1nformat1on that encourages the "news habit," the kind of 1nformat1on on
which home delivery routes or regular sales to commuters are based. Changes
1n demand shou]d be related to one of two factors (1) fairly permanent changes
1n the newspaper s content and (2) changes in the. perce1ved env1ronment and/or
the re]evance of aspects of that\environment for readers and potent1a1 readers,
providing availability of the newspaper is constant. New sections or new areas
of coverage could represent the first of those factors, ‘while changes in housing,
joh;1ocation‘or income level could be related to_the second. Such demand may be

predicted on avai]abi]ity of information about incidents (information owingtmuch

o of its usefu1ness to its regular presence in the paper, i.e. ,‘stock 1iStings;

marr1age 1icenses, te1ev1s1on schedu}es), as ‘well as what is more genera11y

thought of as news.

Pranotab]e demand is for exceptional and planned editorial effort, "enter-

prise" in current journa11st1c jargon. It permits the newspaper to call the .
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the attention of readers and potent1a1 readers to stor1es of spec1a1 re1evance,

How the specific story can’ promoted may vary with the compet1t1ve chmate in -
_which the newspaper operates, as well as the story in quest1on Potential for

o
promotion should be hfghest on those stories reflecting the highest degree of

’perceived environmenta] uncertainty,'which a]so wghld seem to be the hardest
kind of story for compegitors:to match |

There are two prerequisites. for such an ed1tor1a1-cfrcu1at1on payoff,
however 0ne js a climate in. the newsroom that facilitates sucgh effort and
the other is availab111ty of the newspaper to would-be readers, espec1a11y

through sing]e copy sales. That aspect of the newspaper business has fa]len

so out of favor with many pub11shers that the Research Inst1tute/df the Amer1can
Newspaper Publishers Association recent1y featured an art1c1e in its bullentin
entitled, "How Single-Copy Sales Can Increase C1rcu1at1on w37 .
The ability of the editorial and circulation departments to meet the.
| spontaneous demand created by‘the "what-a-story” situation and some developing
news may be even more critical, to both the newspaper and its audience. Under
such conditions, demand for information may drive the would-be reader to use
competing medfa if the newspaper fails to deliver the‘messagez through problems .
in either the edftoria] or circu1ation departments.' Credibility of the'news-.
paper could be expected to suffer under such circumstances, especially if another
print medium manages to deliver the oessages’adequateTy. The ability of broad- |
cast media to deliver such messages almost jmmediately imposes a specia]'urgency
on the work of print media under such circumstances, forcing them to tell the
story qu1ck1y, more comp1ete1y and to keep probing for exp1anatory 1nformat1on

The' strong editoria1 product c1rcu1at1on 11nkage 1mp11ed in Tab1e 3 does 7,‘,;

not coincide with the conventlona1 view of newspaper economics. Hirsch, for

" example, commentg that:
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‘Whereas the goal of business enterpr1ses is usua]]y pipfits, news fﬁ
media owners and pub]1shers often are quoted. and described as pursuing
other vajues as well, e.g., personal prestige and influence. Searching
for "norms of rat1ona11ty," the organ1zationa1 analyst refuses to rulé:
out the balance shéet as a prime motive in frequent publishers' decisions’
to forego "quality" journalism and investigative regort1ng _Circulation
studies repeatedly show theses do not affect: sa]es

- And’ Ungar concﬂudes a book~ 1ength narrat1ve on the efforts by. the'New Yor

imes , *

Wash1ngton Post, Boston G]obe, -Chicago Sun-T1mes and other 1ead1ng newspapers to

-'vpub11sh art1c1es based on the Pentagon Papers by tot1ng up the 1ega1 expe;;es

‘they 1ncurred and addTng
Contrary to the popu]ar be11ef the newspapers ga1ned very 11tt1e ofia
material nature in return for the costs. The differences 1n circula fon
were ins1gn1ficant ‘As Chicago Sun-Times editor James Hoge:puts it _
“Most people don't really understand about circulation at all. Wheriithe
President announced his trip to China, I think we sold an extra 13 000
papers, and when Cassius Clay fought his 1ast f1ght which was aga1nst
some unknown, ‘we sold an extra 35,000 papers What the newspapers.did
gain was a new knowledge of and fa1th in the First Amendment as a funda -

> mental pr1ggip1e of freedom that sets the United States apart from other
countries ' o

To imply that "go1d" journalism is not good" business mere1y~because‘circu-

" lation does not-increase dramatically as a result underest1mates the complex1ty |
of contemporary newspaper1ng Da11y c1rcu1at1on in Nner1can c1t1es of 100 000 and
. up declined during the decade from 1965 to 1975 with the s rpest decreases in

'c1ties with populations of one million or more (average decline in these‘c1t1es

was 14.4 percent). 40 For major city new5papers, such as those 1nvo]ved‘d‘_reporting
about the Pentagon' apers, & s]1ght increase during th1s period represented a
very positive "bottom,]ine."

But, as a portion of revenue; circu]ation is a minor item. Its importance

to the enterpr1se in money terms stems from its re]at1onship to advertising.

Udell estimates that 65 to 70 percent of all newspaper revenue comes from adver-

tising. 4

Although it wou]d take a major study to establish whether there is a causal

link between exceptional journalistic enterprise and advertising revenues,’the
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fsteep dec1ine in New York T1mes advert1s1ng 11nage did slow and ‘then linage

vactua11y 1ncreased s11ght1y in the wake of 1ts Pulitzer Prize-winning coverage
of the Pentagon Papers. 42 There was an even more dramatic change in the ad -

'11nage of the Wash1ngton Post fo11oW1ng 1ts Watergate coverage. Aga1n, there-

>

p1s no d1rect ev1dence that 1nvest1gat1ve report1ng helped advert1s1ng sa1es, and
~ the {s::e is: comp11cated by the mergen of the paper's two r1va1s, the ash1ngton

Star a Washington News in June 1972 It is 1mposs1b1e to say how much the

narrowing’ of compet1t1on 1nf1uenced the 2 per cent increase in the Post c1rcu1a—
tion between September 1971 and September 1974 and the 17 percent Jump in linage
_between May 1972 and May 1974 43 3}5”\ ' S S

The c1earest 1ink between ed1tor1a1 content and - advert1s1ng, however, is

in reader demog aphics Advert1sers 1ncreas1ng1y want to know who reads the
.newspaper how much they earn, how much education they have, where they shop.
For examp1e, J.C./ Penney execut1ves have begun to insist that newspapers provide ’
ghem not on1y the demo'raph1cs of readersh1p but information on c1rcu1at1on by
: zip code so they can be matched w1th f1gures on Penney charge customers by
geographic area, to insure the company is reach1ng its target audience 44 “An
analysis of the Rupert Murdoch entries in the U.S. market c1a1med that media

buyers ‘were unhappy w1th his. New York Post format, heavy on crime, scandal and

gossip, because it drove away_ upsca1e" readers, those at the upper end of the
demographic sca1es in terms of»incomevand education, rep@acing them with readers
with less disposable income.45 Although it may be hard to equate any'sing1e .
editoria1 effort (even a protracted editorial effort such as the Pentagon Papers

or the 1nvest1gative reporting on watergate) w1th advertising revenues; the kinds ,
and quality of ed1tor1a1 content - do seem to p1ay a ro1e in determ1n1ng the aud1ence
delivered to advertisers. As Udell comments, ”A newspaper's ed1tor1a1 content
affects not only the kind and amount of readership it attracts, but also the

: / : : 1146
king and amount of advert1sing it will carry.
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While financia] considerations may not have motivated e?ther<t} pubtica-
tion of the Pentagon Eapers or the inVeStigative‘effort on Water:*:Ef in the
long run the publishers of those newspapers can hafd]y be accuséd of poor busi-
ness judgment * The exceptional journalistic efforts of their editorial depart-
ments, in fact, hi\e been repackaged and so]d as supplementdl news 9erv1gés to _fd‘

other newspapers across the country, perm1tt1ng them to recoup some of the costs

associated with maintaining the supervisory and report1ng staff to'engage in

~such enterprise.*’ | o | v

. But the re]ationship between.quality of journalistic etfortAand quality
of audience delivered to advertisers is as abp]ioab]e to a small city daily
’,operating without éignifiCant print competition as it is to ‘the so-called
"elite" press. If'wou1d-be readers can "get along" with 1dcal and. network

broadcasts, spiced by interpersonal gossip,‘they are-more likely to ”get along" ﬁ*\
Ky . ] a )

without a local newspaper that treats news as merely "material to sandwich
between money-producing ads. w48 The systems model of newspaper functioning

is predicated/on the pr1nc1p1e that it is "good’ business to do a "good" JOb

w

of providing 1nformat1on in terms of the defin1t1on of news: offered earlier:
information that can be ‘gleaned from surye111ance of the relevant environment,
based on rigorous examination of‘What'svhappening "out there," why it'é happening

and _how ftraffects individuals, organizations and their -environment, physica]]y,

v

socially and psychologicaliy} ‘ ) o - : .

[} - . . . - P
Conclusion :

!
M

For some newspapers, app]ication of'the»modeT offered here and the defini-

¢ion of news may be prescr1pt1ve rather than descr1pt1ve, a de11neat1on of\what

" "ought to be” rather than what .u4? If so, it may ‘come closer to d1rect1ng

, . _ !
attention to remedies than the critical descriptions of news and news work

N

) . ‘ b ." -‘-’-
of¢Ered by some recent researchers: News indeed may serve to legitimize the
‘ Y

‘"status quo," serying as “an ally of legitimated institutions,"by providing a

4\ . * il
[N - o . .
@ - ' \
. . DUUN R Iy ) ‘
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pub11c‘forum more read11y to those in power than to average members of med1a

. audiences 50 It may a'lso be that" news *is awarded “nence by some newspapers '
,1n a way that serves to ma1nta1n harmony among the ed1tors of metrgpol1tan,
national and 1nternat1ona1 desks. 51 News workers may. even subvert the news-
audfence- -advertiser 11nkage by focus1ng, for example, on the affluent. suburbs S»'

that’ advertisers want to reac¢h while 1gnor1ng the news potent1a1 of the 1nner

c1ty 52 gyt the problem with_such cr1t1ques is that they do not. offer a.

standard that newspapers can adopt as a goal in str1v1ng for greater effect1ve-
ness, both as social institutions and as business fifrms. o {

By the gather1ng processing and distribution of news, newspapers can :
_facilltate adJustments in the soctal, political and.economic order without
| destroy1ng order itself. A Constitution that p]aces.ultimate power in the
hands of the peop]e and guarantees freedoms of speech and the press certainly
was not intended either to enshrine the existing power structure or to pronote
" p@volution as the ch1ef mechanism for change. It prov1ded for order]y adjust-
ments, for evolutionary change, and newspapers have functioned and can functlon
as part of the system for adjusting institutions tovmeet the changing needs

and desires of a fyee people.
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